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Survey of Punctions, PFroceaures and Orgsnization of 0OCu

l. The attached study is basically a detailed procedural survey which
developed logicelly into functional policy and orrenizational matters. It
was made at my direction, with 00D conourrsnce.

2e 8¢ My instructions to the management survey team were to make a very
detailed study and report, and to keep OCD advised as they went along, to
enable O0CD to take any preliminary aectlon desired while the survey wes in
process. I asked for detail due to my own conviction, based on personal
observation and contact while I headed the anerement Branch in TCAPS, and
on commenis from other sources, including outside agencies, that the de-
tails of administrative requirements and the organizational use of the
Requirements Branch within OCD were restrictive and involved tooc much
duplication and too little delegation of responsibility to Branch chiefs.

be I have frankly discussed these convictions with the Assistant Dir=
ector for Collection and Dissemination on several occasions, including &
quite recent discussion.

3+ The survey report wae completed after several weeks of detailed study
in OCD, and submitted to me. I did not read the report, but directed that it
be given to the Assistant Director for Collection and Dissemination for his
corments, wnich was done on 24 September. It was returned at your direction,
with both formal and informal comment by 072 on 7 YWovember. Prior to its bein;
returned, 0CD requested several times that it be filed without action. This
request is repeated in OCD comments,.

4. After receiving the report, with OCD comments, I made a careful study
of the entire problem presented, and have arrived at conclusions indicated helow,.

5. The problem resolves itself into three distinct parts:

8. The fact that there has been no CIA determination of.the functional
responsibility for determining intelligence requirements, no$ a suitable
definition of requirements developed. Tithout these policy Heterminations,
OCD has had no adequate basic gulde for its responsibility, if any, in the
requirements field.

be The question as to whether the internal administrative and operating
procedures within OCD are too detailed, require umnecessary duplication of
effort and records, and feil to establish the direct and reasonable respon-
sibility of the two major branch chiefs (Collection Branch and Dissemination
Branch) for the work which should be performed by their branches,
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¢« The guestion as to whether 2CD has the complete end finsl authority
to direct activities not under its control, to engare in apparently wmnec-
essary administrative action and detanil, snd to reproduce forms at will
with no manaycement check,

6« 2e The determination of intellizence requirements assumes more major
importance daily. Because of lack of broad overall requirements, snd fail-
ure to establish general requirements prioritiesz, our collectors have

gpent too much time and ef'fort in purely opportunistic collection.

be lHanagement hes consistently urged ORF %o zet together with 0 and
ICATS end solve thie problem.

ce The detormination of intellijence requirements is not a collection
or a dissemination problem. Requirements must be determined by the pro-
duser on both a short aud a long term besis, This is also true of require-
mente priorities. ~fMer such determination, regquirements and priorities
ars passed to {0 which provides for collection and disseminetion of the
producer's (ORE) needs.

ds I believe that we are also now sufficiently exrerienced to decide
that we should not attempt to determine requirements for other agencies
then our own, but should coordinate agency requirements for collection
purposes. Msny of these agency requirements nre, of sourse, obvious from
their collection requests.

e. The survey function of UCD should not be a requirements function.
OCT surveys cau oconiimue to serve a useful purpose if restricted to fact
finding from a purely objeotive point of view on €ollection and Dissemi-
ustion problems,

Te me The attached survey report speeks for itself in oonnection with
internal procedures. There are too many files, too meny duplicate reviews,
toc meny steps in handling opemtional pepers, end too little delegation of
responsibility.

b. The Requirements Branch iz actuslly, in sddition to survey and
agency requirement activities, & control staff for both the Collection
and Dissemipation Branches. The oontrols are so restrictive ss to almost
oompletely stifle initiative in the mejor operating branches. We have
established 10,000 a year as eppropriste pay for those positions on the
essumption that the chiefs would be responsible for their work. It is
functionally unsound not to give them their full responsibilities,.

¢e The office of the Assistant Director has established still furiher
controls on epparently the most routine actions.

d. All of these croas ohecks and duplications require personnel,
equipment, and individusl effort which is neither justifiable nor desir-
able, and, of most importance, they serve to slow down considerably the
completion of action.
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8e 4 few ocutstanding oxanples of duplication ol effort and wmecossary
procodural involvement are cited below. {lLee SZxhibit II)

s Every collection regquest is analyzed in tho Reguirements Dranch
end is formulated into s Requiregents Directive which is smithenticated in
the Office of the Aissistant Direotor., The same request is reanalyzed in
Collection Branch and in some cmses additional omlls made to the requester
for inlormation end oclarity. {For summary activities om collection request
seo recap in Exhibit V).

bs Dissemination Orders to the Central Records Division require the
simning and retwning to UCD of a certificate that the dissemination has
been mede and showiny the number of copies remeining in stock. This is
an unnecessary procedure. Jnoe OCD orders dissemination of & document it
becomes an A4H responsibility to get it done. Until a felilure is reported,
OCD should awsume thet required action has been taken. Inventory can be
maintained by a simple additiomeand subtractlon within 00 without requir-
ing reports.

ce I recently held up the reproduction of certein forms requesicd by
07 a8 they scomed elther unmneces:ary or capable of consolidation. 1 was
informed by the Assictant Director for C&D that I had no responsibility in
such orses other tham to carry out his instructions. That is mot my con-
ception of my responsibility to the Director.

9. I do not desire to meke specific recomwendatlon in detall for en or pAn-
izetional chenge for 0CD. I do fleel, however, that we must determine definitely
its functional restirioctions, and that organizational requirements must be then
further developed over s reasonable periods

10. 1 have not brought the Reference Clenter reletionthip into this pictute
88 we are now in the process of working that out seperstely, and Lave not yet
arrivec st specific workiang procedures. These new procedures ars being coordi-
nated with OCD.

11. It is reconmended thats
2. A policy statement be lssued:

(1) Charging ORE with the development and establishment of require-
ments and priorities for the collestion of intelligence informetion for
CIA, on both a short and long term basis. Agency intelligence require-
ments to be coordinsted to eliminate duplication of collection effort.

(2) Establishing the priucipie that 'Is is not responsivle for
developing end esteblishing intelligenoce reguirecments for other arencies.

(3) fliminating the intelligence requ.remsnts function from OG0
and specifically stating the survey functioca with desired restrictions.
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be 000 be instructed to:

(1) Develop its Collection end “isseminsmtion Braiches to assume
M)l responsibility for thelr functions which will include:

{a) rolving ef collection enc disdemination probleme by
those brenches within £14 policles and those establizhed by the
pesistant Director, llection and DMsscemination.

(b) Elimination of processing of collection requests by the
Requiremente Branch end preparation of Deguirements Tirectives
prior to preparation of Colliection Directives,

(2) Continuelly strive to reduse duplication of c{fort end recoras
in its internsl procedures,

(3) Review all forms currently in use with a view %o reduction in
mambere

{4) Confer wi*h Executlive for 240 with a view lo eliminating
unneeessery reportiag proscdurse in connection with diegceminntion of
meterial,

c. HMuarther oheok and control be mainteinsc by~

(1) Perioccic manpgesent visite in connection with edministrative
procodures,

(2) Porms control.

(3) ‘erzonnel ceiling comtrol.

Sole—

£xecutive for
Administration and ifmnajcment

Eneole
Survey report 00D
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